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15 practical ways to challenge priorities, protect delivery and still be seen as 
someone who gets things done. 

THE CENTRAL IDEA 

A professional “no” is rarely a refusal. It is a controlled conversation about capacity, priority, scope, quality, 
risk, resources and ownership. 

 

Designed outcome 

By the end of this guide, you will have fifteen repeatable ways to push back professionally, plus three default 
responses you can learn and use tomorrow. The examples are written for experienced STEM and technical 
professionals, with an appendix covering automotive, defence, data analysis/data science, academia and clean 
energy. 
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Read this guide in the right order 

Start with the first three sections. Then scan all fifteen approaches once. After that, go directly to “Action This 
Tomorrow” and learn the three responses I consider most valuable: the Priority Trade-Off, the Scope Reset and 
the Risk Challenge. You do not need fifteen memorised scripts. You need three strong defaults and the judgement 
to recognise when another method is better. 

 

A note on the source 

This guide was inspired by Harvey Lee’s “11 Smart Ways to Say ‘No’ to Your Boss (With Scripts That Actually 
Work)”. His source document provides eleven concise workplace approaches. I have reworked those ideas into 
the Career OS™ operating style, changed the wording and structure, added a more senior STEM and technical-
management lens, and introduced four additional Eich Dyn methods: the Risk Challenge, Scope Reset, 
Evidence Challenge, and Decision & Ownership Check.  

Full attribution appears at the end of the guide. 
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1. Why I wrote this guide 
Over more than three decades in engineering, automotive product development and programme leadership, 
and now through my work in career consultancy, I have seen a surprisingly consistent problem. Capable people 
become known as the safe pair of hands. They deliver, they rescue difficult work, they do not create drama, and 
because of that they are given more. Then more again. Eventually the very behaviour that made them valuable 
becomes the behaviour that makes their performance look less reliable: too many commitments, too little 
thinking time, and too many priorities that were never genuinely prioritised. 

The mistake is to believe that saying yes to everything is evidence of commitment. It is not. At a certain level of 
responsibility, judgement matters more than obedience. A senior engineer, scientist, analyst, academic, 
programme manager or leader is paid not simply to accept work, but to understand what that work means: 
what it displaces, what it costs, what risks it creates, what quality is possible, and who owns the final decision. 
That is why I do not really think of this as a guide to saying no. I think of it as a guide to managing commitments 
with authority. 

I have also seen the opposite failure: somebody reaches breaking point and then pushes back badly. “I am too 
busy.” “That is not my job.” “There is no chance.” The underlying point may be completely valid, but the delivery 
makes the person sound defensive, unwilling or emotional. The skill is to keep the substance of the challenge 
while changing its form. Instead of refusing the work, make the trade-off visible. Instead of arguing about 
pressure, quantify the time. Instead of saying a deadline is impossible, explain what can be delivered, when, 
and to what standard. 

 

THE CAREER OS™ RULE 

Do not make your boss choose between you and the task.  
Make the real business choice visible: priority, time, resource, scope, quality, risk or ownership. 
 

 

This matters even more for progression. If you want promotion, greater visibility or a more senior role, people 
must trust your judgement. Career OS™ PROPEL is built around that idea: career momentum does not come 
from becoming endlessly available. It comes from becoming increasingly credible. A thoughtful challenge, 
delivered with evidence and followed by a solution, can increase that credibility rather than damage it. 

 

Workload is not only a personal productivity issue 

The UK Health and Safety Executive’s Management Standards explicitly recognise workload, work patterns and 
the work environment under “Demands”, and conflicting requirements under “Role”. This guide is not legal or 
health-and-safety advice, but the principal matters: good work design requires visible priorities, achievable 
demands and a mechanism for raising conflicts. 
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2. What saying “no” really means 
When a boss asks for something, there are at least seven different questions hidden inside the request. Do I 
have the capacity? Is it genuinely more important than what is already agreed? Do I have the resources and 
expertise? Is the scope realistic? Can the quality be maintained? Does the change introduce a risk? And am I 
actually authorised to make the decision? A weak response treats all of those questions as one emotional 
issue: “I am overloaded.” A strong response identifies the specific constraint and discusses that constraint 
professionally. 

The real issue What the conversation is actually about 

Capacity “I can do it, but not alongside every current commitment.” 

Priority “Which existing priority moves if this becomes number one?” 

Resources “This is achievable if we add the time, people, budget, access or equipment needed.” 

Scope “The complete scope will not fit, but the decision-critical output can.” 

Quality “The date is possible only if we consciously accept a lower level of depth or assurance.” 

Risk “We can proceed, but the consequence needs to be understood and owned.” 

Governance “This crosses an authority or baseline; we need the right decision owner.” 

 

The four-step professional no 

A reliable pattern sits underneath most of the techniques in this guide. First, acknowledge the outcome your 
boss is trying to achieve. Second, make the constraint visible using specifics rather than emotion. Third, offer a 
realistic alternative or a decision. Finally, close with a clear commitment. That structure changes the tone 
completely because you remain on the side of delivery. 

ACKNOWLEDGE  →  CLARIFY  →  TRADE OFF  →  COMMIT 

“Yes, I understand why this matters. With the two deliverables already due this week, I cannot protect all 
three dates. If this becomes the priority, I can move the supplier review to Monday and deliver this on Friday. 
Shall I proceed on that basis?” 
 

 

If you only learn three 

There are fifteen methods in this guide, but I would not try to memorise fifteen scripts. Learn these three first 
because together they cover a very large proportion of the situations experienced professionals face: 
competing priorities, unrealistic scope and unacceptable risk. 

Learn this first The default line 

2. Priority Trade-Off “Yes, I can take that on. To protect the delivery dates already agreed, which current priority 
would you like me to move?” 

13. Scope Reset “I cannot deliver the complete scope to the standard we need by Friday. I can deliver the 
decision-critical output by Friday and complete the full pack by Tuesday.” 

12. Risk Challenge “We can do that, but it creates a specific risk. Before we proceed, can we agree whether we 
are accepting that risk or changing the timing, scope or mitigation?” 
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3. Five rules before you push back 

1. Do not start with “no”. 

Start with the outcome. “Yes, I understand why this is needed” or “I can see why Friday matters” establishes that 
you are solving the same problem. You can then challenge the conditions around delivery without sounding 
obstructive. 
 

 

2. Replace emotion with specifics. 

“I am swamped” is difficult to act on. “I have the design release on Wednesday, the supplier review on Thursday 
and the board pack on Friday” gives your manager something concrete to prioritise. 
 

 

3. Give your boss a decision, not a complaint. 

The best pushback contains a choice: move A, reduce B, add C, accept risk D, or change the deadline. That is 
management information. A complaint simply transfers your stress upwards. 
 

 

4. Protect the outcome, not your comfort. 

Frame your challenge around delivery, quality, cost, safety, evidence or customer impact. A senior person should 
be able to explain the consequence of proceeding badly, not merely why the request feels inconvenient. 
 

 

5. Close with a commitment. 

Once the trade-off is agreed, be decisive. “If we move the review to Monday, I will deliver the analysis by Friday at 
3pm.” The point of saying no professionally is not to escape accountability; it is to create an achievable 
commitment. 
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4. The 15 professional ways to say no 
The first eleven approaches below are reworked and expanded from the core ideas in Harvey Lee’s source 
document. The final four are additional Eich Dyn frameworks developed for this guide. The language is 
deliberately written for experienced professionals: direct enough to be useful but focused on outcomes rather 
than confrontation. 

1 Capacity Reset 

Use this when the problem is not willingness but the amount of committed work already in the system. The aim 
is to replace a vague statement about being busy with a specific delivery proposal. 

What your boss says A stronger response 

“Can you take the customer analysis as well and have it ready 
by Friday?” 

“I can take it on. With the two reports already due this week, 
my realistic start point is Monday, and I can give you a 
complete version by Wednesday. If Friday is essential, we will 
need to move one of the existing commitments.” 

 
Why it works. Specific dates sound like planning rather than avoidance. You show that you have understood your 
workload, thought through the task and are prepared to deliver it. 

Use it when. Your diary is already full, and the new request can be delivered, but not at the date being proposed. 

Watch-out. Do not overstate the effort simply to create breathing room. Your credibility depends on being realistic in 
both directions. 

 

2 Priority Trade-Off 

This is one of the most powerful responses in the entire guide. You are not rejecting the new work. You are 
asking the manager to decide what changes when a new priority enters an already committed system. 

What your boss says A stronger response 

“I need you to lead the client presentation preparation as 
well.” 

“Yes. To make room for it, which of the current priorities 
would you like me to move: the quarterly performance review 
or the supplier analysis?” 

 
Why it works. It converts an invisible overload problem into an explicit prioritisation decision. It also prevents the 
common pattern where every new request is described as urgent but none of the existing work is de-prioritised. 

Use it when. The new request is genuinely important but competes directly with work that your manager has already 
asked you to deliver. 

Watch-out. Name real commitments. A theoretical “what should I drop?” is weaker than two or three specific 
choices. 
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3 Priority Clarifier 

Sometimes the word “urgent” has lost its meaning because too many things have been called urgent. Use this 
method to compare the new request against an existing deadline or business outcome. 

What your boss says A stronger response 

“This research piece is really important. I need it moving 
immediately.” 

“Understood. Can I confirm the priority against the Johnson 
submission due Thursday? If this takes precedence, I will re-
plan that work and tell the team today.” 

 
Why it works. You are not challenging the authority of the request; you are asking for a relative priority. That is how 
real planning works. It also gives your manager the opportunity to recognise that the existing commitment still 
matters more. 

Use it when. You have two or more apparently urgent tasks and need an explicit ranking before reallocating time. 

Watch-out. Do not weaponise the manager’s previous request. The tone should be clarification, not “you told me 
something different last week”. 

4 Resource Reality 

Some requests are perfectly reasonable only if the right resources come with them. Make the required time, 
budget, licences, equipment, access or support visible before you accept the outcome. 

What your boss says A stronger response 

“Can you organise and run the leadership workshop next 
month?” 

“Yes, I can own it. To do it properly I will need roughly a day a 
week for the next month, access to the external facilitator 
budget and support from HR for the logistics. Can we confirm 
those resources before I commit to the date?” 

 
Why it works. Managers often see the headline task but not the operating load underneath it. Quantifying the 
requirement allows them to approve the resources, reduce the scope or reassign the work.  

Use it when. The requested outcome is achievable, but not with the time, people, budget or access currently 
available. 

Watch-out. Avoid turning every request into a shopping list. Ask only for resources that materially change the 
probability of successful delivery. 
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5 Delegate with Intent 

A good “no” can also be an intelligent assignment recommendation. The important point is to propose a 
specific person and explain why that person is well placed to succeed. 

What your boss says A stronger response 

“We need someone to train the new starters on the system. 
Can you do it?” 

“I can support it, but Priya is better placed to lead the session 
because she completed the advanced system training last 
month and has already built the new user guide. Shall I ask 
her to lead, and I will review the material?” 

 
Why it works. You remain accountable for the outcome while using the organisation’s capability intelligently. It 
sounds very different from “someone else should do it”. 

Use it when. Another colleague has the right experience, development need or recent knowledge and the task does 
not require your personal ownership. 

Watch-out. Delegation is not dumping. If you recommend someone, be prepared to explain capacity, authority and 
support. 

6 Evidence-Based Timeline 

When challenged on timing, anchor your estimate in comparable work, known steps or objective 
dependencies. “Based on” is usually stronger than “I think”. 

What your boss says A stronger response 

“How quickly can you complete the full market assessment?” “Based on the last two assessments, we need around three 
weeks to gather the data, validate it and complete the review. 
I can compress that if we reduce the depth, but three weeks is 
the realistic quality timeline for the full scope.” 

 
Why it works. Past delivery data converts your timing from personal preference into an evidence-based estimate. It 
also gives you a sensible basis for discussing what would have to change to go faster. 

Use it when. The task has been done before, or you can point to a credible work breakdown, dependency chain or 
benchmark. 

Watch-out. Do not hide poor planning behind precedent. If the process can genuinely be improved, acknowledge 
that too. 
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7 Expertise Redirect 

There are moments when the best answer is “not me” because somebody else can deliver a better technical or 
business result. Frame the redirect around outcome, not avoidance. 

What your boss says A stronger response 

“Can you take over the interface design workstream?” “I can contribute the programme context, but Alex is the 
strongest person to lead the interface work. He has just 
completed a very similar implementation and can get to a 
better answer faster. I suggest he leads and I stay on the 
review.” 

 
Why it works. The conversation becomes about using the best capability rather than protecting your workload. That 
is a leadership decision, not a refusal. 

Use it when. The work is specialist, another colleague is materially better suited, and you can explain the benefit to 
delivery. 

Watch-out. Be careful not to undermine your own development. If the task is a deliberate stretch assignment, the 
right answer may be to request support rather than redirect it. 

8 Partial Commitment 

A binary yes/no is often unnecessary. Commit to the part you can own well and make the boundary around the 
rest explicit. 

What your boss says A stronger response 

“Can you manage the entire launch programme?” “I can own the content and stakeholder strategy because that 
sits directly in my area. I will need a design lead and media 
specialist for the other workstreams if we want the full 
programme delivered properly.” 

 
Why it works. You lead with contribution, not limitation. This makes it easier for your manager to build a realistic 
delivery model around your strengths. 

Use it when. The request contains several workstreams, only some of which fit your capacity, remit or expertise. 

Watch-out. A partial yes must still be unambiguous. State exactly what you own and what needs another owner. 
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9 Deferred Commitment 

Some work should be done, just not now. A professional deferral includes a credible future point rather than a 
vague promise to “come back to it”. 

What your boss says A stronger response 

“We should completely refresh the internal handbook this 
quarter.” 

“I agree it needs doing. I cannot give it proper attention while 
the year-end objectives are closing. Can we schedule the 
review to start in the second week of January, when I can give 
it the time it needs?” 

 
Why it works. You show that the work has not been dismissed. By proposing a specific future point, you turn the 
refusal into scheduling. 

Use it when. The task has value but there is no meaningful penalty for delaying it until a defined capacity window.  

Watch-out. Do not use future dates as a parking place for work you never intend to do. If it is not worth doing, say so 
through a prioritisation conversation. 

10 Learning Curve Disclosure 

If the requested work requires unfamiliar technology, regulation, method or software, make the learning time 
visible before committing to the output. 

What your boss says A stronger response 

“Can you take over the reporting in the new analytics platform 
for tomorrow?” 

“I can take ownership, but I need roughly two days to get to a 
reliable level on the new platform and validate the outputs. If 
tomorrow is fixed, I will need someone already trained to 
support the first report.” 

 
Why it works. Overpromising on unfamiliar work usually creates a worse outcome than acknowledging the learning 
curve. Transparency also gives your manager a clear choice between time, support and risk. 

Use it when. You have the underlying capability but need a realistic period to become competent in a new tool, 
process or domain. 

Watch-out. Do not present learning as an excuse to avoid a legitimate development opportunity. Pair the constraint 
with a plan. 
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11 Quality Gate 

When speed threatens the standard required, connect the date to the quality consequence. The point is not to 
use “quality” as a shield; it is to make the delivery level explicit. 

What your boss says A stronger response 

“I need a comprehensive competitor assessment as soon as 
possible.” 

“I can give you a directional view tomorrow, but a 
comprehensive assessment needs the source validation and 
cross-checking. My earliest complete quality date is next 
Friday. Which output do you need?” 

 
Why it works. You separate a fast directional answer from a fully assured deliverable. That allows the manager to 
choose the level of quality needed for the decision. 

Use it when. The request can be delivered quickly only by reducing depth, assurance, verification or review. 

Watch-out. Be precise about what quality means. “I want to do a good job” is subjective; named checks, reviews or 
evidence are stronger. 

12 Risk Challenge 

This is one of the four Eich Dyn additions and one of the three methods I would learn first. Sometimes the real 
issue is not capacity at all. The requested action creates a technical, safety, commercial, regulatory or 
reputational exposure that needs to be consciously managed. 

What your boss says A stronger response 

“Can we release the design now and close the remaining 
validation afterwards?” 

“We can release it, but that means we are accepting the 
unresolved validation risk before the evidence is closed. My 
recommendation is that we complete the test first. If the date 
cannot move, can we agree the risk owner and the mitigation 
before release?” 

 
Why it works. You are not refusing because the task is inconvenient. You are surfacing the consequence and asking 
the organisation to make an informed decision. In senior technical roles, that is often exactly what you are paid to do.  

Use it when. The requested action has a material downside that would be irresponsible to ignore, especially in 
regulated, safety-critical or high-value environments. 

Watch-out. Do not dramatise trivial issues. A risk challenge needs a clear consequence, evidence and proportionate 
mitigation. 
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13 Scope Reset 

The deadline may be immovable while the requested scope is not. Reset the conversation around the minimum 
output needed for the next decision. 

What your boss says A stronger response 

“I need the complete analysis for Monday morning.” “I cannot complete the full analysis to the standard we need 
by Monday. I can give you the executive conclusion, the five 
decision-critical findings and the open risks by Monday, then 
complete the full analysis by Thursday.” 

 
Why it works. You preserve the business decision without pretending the full scope fits. This is particularly powerful 
when the original request is larger than the immediate decision requires. 

Use it when. The date matters, but only part of the total deliverable is needed at that point. 

Watch-out. Agree what “minimum useful output” means. Otherwise, a scope reset can become an excuse for an 
incomplete deliverable. 

14 Evidence Challenge 

Use this when you believe the proposed direction may be wrong but do not want the conversation to become a 
contest of opinions. Turn disagreement into a test. 

What your boss says A stronger response 

“Let us move the whole team onto the new method from next 
week.” 

“I am happy to evaluate it, but I do not think we have enough 
evidence yet to justify a full change. Can I run the new method 
against the current one using agreed measures and bring you 
the comparison on Friday? We can then decide from the 
data.” 

 
Why it works. It replaces “I disagree” with “let us establish what the evidence says”. For engineers, scientists, 
analysts and academics, that is usually a stronger and less political challenge. 

Use it when. The decision is important, the evidence is incomplete and a short test or comparison can materially 
improve confidence. 

Watch-out. Do not use analysis to delay decisions indefinitely. Define the test, measures and decision date in 
advance. 
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15 Decision & Ownership Check 

At more senior levels, an apparently simple request can cross governance, budget, technical authority, 
contractual commitment or another leader’s accountability. Confirm who is authorised to make the change 
before you inherit responsibility for it. 

What your boss says A stronger response 

“Just go ahead and change the programme baseline.” “I can progress the change, but it alters the agreed cost, 
timing and another team’s commitments. Before I implement 
it, can we confirm that this is the approved decision, who 
owns the change and which baseline we are replacing?” 

 
Why it works. It prevents informal instructions from quietly becoming formal accountability. This is not bureaucracy 
for its own sake; it is disciplined ownership of consequential decisions. 

Use it when. The request changes an agreed baseline, delegated authority, regulatory position, budget, contract or 
another team’s commitment. 

Watch-out. Do not hide behind governance when a straightforward decision is clearly within your delegated 
authority. Use this when ownership genuinely matters. 
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5. The Career OS™ quick chooser 
Do not search for the cleverest phrase. Diagnose the real constraint first. The table below is the fastest way to 
choose the right method in the moment. 

What is actually happening? Use Your move 

I simply do not have the time 1 Capacity Reset Give a realistic alternative date and make 
current commitments visible. 

The new task competes with existing 
work 

2 Priority Trade-Off Ask which agreed priority should move. 

Everything is being called urgent 3 Priority Clarifier Compare the new request directly with an 
existing deadline. 

The outcome needs more people, budget 
or access 

4 Resource Reality Quantify the resources required before 
committing. 

A colleague should own it 5 Delegate with Intent Name the person and explain why. 

The estimate is being challenged 6 Evidence-Based 
Timeline 

Anchor the timing in comparable work or 
dependencies. 

Someone else has materially better 
expertise 

7 Expertise Redirect Redirect around outcome, not workload. 

I can own part, not all 8 Partial Commitment Define your workstream and the missing 
owners. 

This matters, but not now 9 Deferred Commitment Give a credible future start point. 

I need to learn the system first 10 Learning Curve 
Disclosure 

Make ramp-up time and support visible. 

Speed will reduce assurance 11 Quality Gate Offer fast directional output versus complete 
quality output. 

The action creates a material downside 12 Risk Challenge State the risk, consequence, recommendation 
and owner. 

The deadline is fixed but the scope is not 13 Scope Reset Deliver the decision-critical minimum first. 

I think the proposed direction may be 
wrong 

14 Evidence Challenge Turn opinion into a bounded test. 

The request crosses authority or baseline 15 Decision & Ownership 
Check 

Confirm decision rights and ownership before 
acting. 

 

THE SENIORITY TEST 

The more senior you become, the less impressive “yes to everything” becomes. Seniority is the ability to 
make consequences, trade-offs and ownership visible early enough for the organisation to act. 
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6. What not to say 
The biggest risk is usually not that you challenge your boss. It is that you use language which makes a valid 
challenge sound emotional, defensive or final. The five phrases below close the conversation when your real 
objective should be to improve the decision. 

Avoid Replace it with 

“I am too busy.” “I have three agreed deliverables this week. If this is now the priority, which one should 
move?” 

“That is not my job.” “This sits outside my current remit. I can help define it, and I suggest we agree the right 
owner before we proceed.” 

“That deadline is 
impossible.” 

“The full scope will not fit that date. I can deliver the decision-critical output by then and 
the complete work by Tuesday.” 

“There is no chance.” “Here is what would need to change for that date to become achievable: scope, resource 
or assurance.” 

“I do not agree.” “I am not yet convinced the evidence supports that direction. Can we test it against an 
agreed measure before we commit fully?” 

 

There will occasionally be moments when a direct “no” is required, particularly where safety, law, professional 
ethics or delegated authority are involved. Even then, directness does not require aggression. State the reason, 
reference the relevant requirement, explain the consequence and escalate through the correct route. In 
regulated environments, the organisation’s formal procedures always take precedence over a generic 
communication script. 
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7. Action This Tomorrow 
This is a new part of Eich Dyn guides because information has limited value until it changes behaviour. Do not 
finish this guide by admiring fifteen techniques. Finish it by creating three responses you can actually use. 
Learn the three below first, write them in your own natural language, and practise them until they sound like you 
rather than a script. 

LEARN THESE THREE FIRST 

1) Priority Trade-Off.  2) Scope Reset.  3) Risk Challenge.  If you can use these three calmly and specifically, 
you can handle a very large proportion of real workplace pushback without sounding negative. 
 

 

Your three default responses 

1. Priority Trade-Off 

“Yes, I can take that on. To protect the delivery dates already agreed, which current priority would you like me to 
move?” 

 

2. Scope Reset 

“I cannot deliver the complete scope to the standard we need by Friday. I can give you the decision-critical output 
by Friday and complete the full pack by Tuesday.” 

 

3. Risk Challenge 

“We can do that, but it creates a specific risk. Before we proceed, can we agree whether we are accepting that 
risk or changing the timing, scope or mitigation?” 

 

The ten-minute drill 
• Write each of the three responses in your own words. Keep the structure; change the vocabulary so it sounds 

natural. 
• Identify one live situation in which you are carrying too much, the scope is unrealistic, or the requested action 

creates an avoidable risk. 
• Write down your current priorities with dates. Do not rely on “I am busy”; prepare the evidence. 
• Say each response aloud twice. If it sounds confrontational, soften the opening. If it sounds apologetic, remove 

unnecessary justification. 
• Use one of the three tomorrow. Then note what happened: what your manager chose, what changed, and 

whether the commitment became clearer. 

Reinforce the behaviour 

For the next four weeks, keep a short “commitment log”: new request, method used, decision made, and what 
moved. You are building a management habit, not collecting phrases. The objective is to become the person who 
makes delivery clearer when pressure increases. 
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8. Appendix: 15 industry examples 
The examples below deliberately use different contexts because the language of a strong “no” changes with the 
work. A data scientist should sound like a data scientist. An academic should sound like an academic. An 
automotive or defence engineer must respect risk, evidence and delegated authority. Across the five industries, 
all fifteen methods in this guide are represented once. 

Automotive 

Method Boss request / context Professional response 

2. Priority Trade-
Off 

Your chief engineer asks you to add an extra 
design iteration before release without 
moving the DVP review or supplier release. 

“I can add the iteration. To protect the DVP review 
and supplier release, one of those commitments 
needs to move. Which date would you like me to re-
plan?” 

12. Risk Challenge You are asked to release a component 
before the outstanding durability validation 
is closed. 

“We can release, but we would be accepting the 
durability risk before the evidence is closed. My 
recommendation is to complete the test first. If 
timing cannot move, can we formally agree the risk 
owner and mitigation?” 

15. Decision & 
Ownership Check 

A programme leader asks you to implement 
a late change that alters cost, timing and 
another function’s signed-off baseline. 

“I can implement the change, but it moves the agreed 
programme baseline and another function’s 
commitment. Can we confirm the approving owner 
and the revised baseline before I release the 
instruction?” 

 

Defence 

Method Boss request / context Professional response 

1. Capacity Reset You are asked to produce an additional 
assurance pack by Thursday while two 
contracted deliverables are already due. 

“I can take ownership. With the two contracted packs 
already due, Thursday is not a realistic complete 
date. I can start Friday and deliver Tuesday, unless 
one of the existing commitments is re-prioritised.” 

4. Resource 
Reality 

You are asked to lead a compliance 
workstream but do not yet have the required 
system access or specialist support. 

“I can lead it. To meet the assurance requirement, I 
need the secure-system access and a named 
compliance specialist for the review. Can we confirm 
both before I commit to the milestone?” 

14. Evidence 
Challenge 

A proposed supplier approach is being 
accepted largely on assumption rather than 
verified performance data. 

“I am not comfortable committing the programme on 
assumption alone. Can we run the supplier evidence 
against the agreed acceptance measures this week 
and make the decision from that review?” 
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Data analysis / data science 

Method Boss request / context Professional response 

3. Priority Clarifier You are asked to build a new predictive 
model immediately while a board dashboard 
is due the next morning. 

“Can I confirm the priority against tomorrow’s board 
dashboard? If the model now takes precedence, I will 
re-plan the dashboard and tell the stakeholders 
today.” 

10. Learning Curve 
Disclosure 

You are asked to deliver tomorrow’s report in 
a new analytics platform you have not yet 
used in production. 

“I can own the reporting, but I need two days to 
become reliable on the new platform and validate the 
outputs. If tomorrow is fixed, I need someone already 
trained to support the first run.” 

11. Quality Gate You are asked for a comprehensive market 
conclusion today, but several data sources 
are incomplete and have not been 
reconciled. 

“I can give you a directional conclusion today, but I 
cannot call it a comprehensive analysis until the 
sources are reconciled. I can deliver the validated 
version on Thursday. Which level do you need for 
today’s decision?” 

 

Academia 

Method Boss request / context Professional response 

5. Delegate with 
Intent 

A head of department asks you to take 
responsibility for new-starter training while a 
colleague has just completed the faculty’s 
advanced training programme. 

“I can support the material, but Dr Patel is better 
placed to lead this because she has just completed 
the faculty programme and already built the 
induction notes. Shall I ask her to lead, and I will 
quality-review the session?” 

7. Expertise 
Redirect 

You are asked to lead a specialist laboratory-
compliance task outside your field while a 
colleague is the recognised subject expert. 

“I can provide the programme context, but Professor 
Evans is the right technical lead for this compliance 
question. I suggest he leads the technical judgement 
and I support the implementation.” 

9. Deferred 
Commitment 

You are asked to rewrite a module during the 
peak marking and examination period. 

“I agree the module needs a proper refresh. I cannot 
do that well during marking. Can we schedule the 
redesign to start in the first week after boards, with 
the revised module ready for the next planning 
cycle?” 

 

 

Clean energy 

Method Boss request / context Professional response 

6. Evidence-Based 
Timeline 

You are asked to complete a grid-integration 
assessment in one week although similar 
studies require several validation stages. 

“Based on the last two assessments, the full study 
needs three weeks because of the data, modelling 
and technical review stages. I can produce an initial 
constraint map in one week, but not the complete 
validated assessment.” 

8. Partial 
Commitment 

You are asked to lead an entire new 
workstream spanning modelling, permitting 
and commercial stakeholder engagement. 

“I can own the modelling and technical integration 
because that is my area. We will need a permitting 
lead and commercial owner if we want the full 
workstream controlled properly.” 

13. Scope Reset You are asked for a complete investment and 
technical case by Monday for a decision 
meeting. 

“I cannot complete the full case to decision quality 
by Monday. I can give you the core economics, top 
technical constraints, principal risks and 
recommendation for the meeting, then complete the 
full evidence pack by Thursday.” 
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9. References, attribution and source note 

Primary source and acknowledgement 

Lee, Harvey. “11 Smart Ways to Say ‘No’ to Your Boss (With Scripts That Actually Work).” Product Marketing 
Career Accelerator. Source PDF supplied for development of this guide. The original source presents eleven 
short workplace scripts covering capacity, trade-offs, clarification, resources, delegation, timeline realism, 
expertise redirection, partial commitment, future commitment, learning time and quality. 

This Eich Dyn guide is an expanded and restructured derivative treatment for career-development purposes. 
The original scripts have not been reproduced wholesale. The source ideas have been paraphrased, 
reorganised and extended for a senior STEM audience. The four additional frameworks introduced by Eich Dyn 
are: Risk Challenge, Scope Reset, Evidence Challenge, and Decision & Ownership Check. 

Additional reference 

Health and Safety Executive (HSE), Management Standards - Demands. The HSE identifies workload, work 
patterns and the working environment within the “Demands” standard and states that organisations should 
provide adequate and achievable demands in relation to agreed hours of work. 
https://www.hse.gov.uk/stress/standards/demands.htm 

Health and Safety Executive (HSE), Management Standards - Role. The HSE notes that organisations should, as 
far as possible, ensure the different requirements placed upon employees are compatible and provide systems 
for employees to raise concerns about role conflicts. https://www.hse.gov.uk/stress/standards/role.htm 

Important note 

This guide provides general career-development and communication guidance. It is not legal, employment, 
regulatory, engineering-authority, health-and-safety or professional-standards advice. In safety-critical, 
regulated or security-sensitive work, follow your organisation’s formal procedures, delegated authority and 
escalation routes. 
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10. About Eich Dyn Career Services 

 

Career OS™ helps experienced professionals manage 
career change and career momentum as a system 
rather than a collection of disconnected tactics. 
MOVE supports career transition. PROPEL supports 
progression, visibility and momentum while you are 
already in role. 

If saying no, protecting your priorities or managing 
upwards is becoming a career issue rather than a one-
off conversation, the next step is not another script. It 
is understanding the role, the stakeholders, the 
evidence of your value and how you want to progress. 

A practical next step 

Take one real situation from your working week and run it through the three default methods in this guide. If the 
problem is bigger - stalled progression, weak visibility, unclear internal positioning, repeated overload or 
difficulty influencing senior stakeholders - use Career OS™ PROPEL to diagnose the wider system rather than 
treating each conversation in isolation. 

 

Explore Career OS™ 

Visit eichdyn.co.uk for Career OS™ guides, 
diagnostics, MOVE and PROPEL resources. 

Eich Dyn Career Services Ltd 

Direction before acceleration. Clarity before activity. Evidence before assumption. 


